a view through the stakeholder lens agata mrva-montoya Enabled by technology, brought into being in response to a crisis in scholarly communication, and increasingly driven by governmental regulations, mandates of funding bodies, and universities' policies, open access (OA) is one of the fundamental issues that need to be considered as part of a publishing strategy and business model at a new university press. By considering the attitudes toward OA among the stakeholders of Australian university presses, I propose that a university press should take a hybrid approach to the OA publishing model to ensure diversified funding and income streams, editorial independence, and sustainability. At the same time, the press needs to maintain rigorous peer review, high-quality editing and production, and effective marketing while developing a focused publishing program in areas that are distinctive to the press and strategically aligned with the goals of its parent university.
Given the differing levels of acceptance of OA among key stakeholders, I argue that a hybrid approach to OA is at present the best strategy to ensure diversified income streams and funding sources necessary for editorial independence and the sustainability of UPs. The hybrid OA model needs to be underpinned by rigorous peer review, high-quality editing and production, and effective marketing. As a way to build their brands and fulfill the mission of serving the academy and society, a UP should also develop an international publishing program in subject areas that distinguish the press, are strategically aligned with the goals of its parent university, and are focused on the future.
I understand a hybrid approach to OA to mean the absence of a blanket OA strategy as the primary mode of operating a UP. Books can be published for sale only, or with an embargo, or as OA books on release, depending on the author's interests and needs, disciplinary context, available funding, and cost-benefit analysis. Focusing on scholarly monograph publishing rather than journal publishing, specifically in the humanities and social sciences (HSS), this paper stakes itself on the premise that the OA movement in scholarly communication is here to stay.
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Following an overview of the political, economic, social, and technological context of UPs in Australia, I interrogate attitudes toward the OA model of publishing using stakeholder theory. I then discuss two publishing strategies: fully OA and hybrid OA models. I conclude with strategic recommendations for the future of OA, as well as broader observations salient to the scholarly publishing ecosystem in Australia.
university presses in a broader political, economic, social, and technological context Political, economic, and social pressures have been transforming the tertiary education system in Australia. Ernst & Young identified five key trends of change, namely, the democratization of knowledge and access, contestability of markets and funding, digital technologies, global mobility, and integration with industry. 2 In line with these findings, the Australian government's higher education policy in recent years has been consistent in decreasing public funding, committing to 'massification' of higher education, and increasing attention paid to regulation and accountability. To cope with these changes and to compete in international rankings of higher education, Australian universities 'have been and remain under extreme pressure to corporatise their operations' and to internationalize and specialize their research and teaching programs by implementing various forms of restructuring and efficiency drives. 3 These trends are also affecting UPs.
Since the 1970s, declining financial support and changing market conditions have been affecting UPs globally. In Australia this led to the closure of several UPs and the commercialization of others in the 1980s and 1990s. Taking advantage of new digital technologies including printon-demand, several new UPs were established in the early 2000s. They were integrated into a library reporting structure and focused on costeffective production processes and engagement with OA publishing. 4 The move to OA, driven by the crisis in scholarly publishing globally and 'the transformations brought about by digital technology and the cultural and societal push towards openness,' 5 has been seen as an opportunity to overhaul the scholarly communication system, although so far the transformation has been limited to 'experimenting with the new business, distribution and permission models rather than with a new format of scholarly communication practice.' The move to OA has also been driven by the changing requirements of governments and research funding agencies, who generally see the OA model as a cost-effective mechanism to ensure the widest possible dissemination of publicly funded research. The proliferation of funders' and universities' OA mandates has happened concurrently with a growth in research assessment processes, pressure on academic staff to 'publish or perish,' and a focus on 'quality' in a competitive funding climate. Excellence in Research for Australia (ERA) explicitly 'evaluates the quality of the research conducted at Australian universities' against a world benchmark, 7 tapping into the growing internationalization of tertiary education and research, and the global competition for researchers and students.
Beyond the higher education context, UPs have also been affected by transformations in the publishing industry caused by digital technologies, competition with other forms of media, and changing social and cultural expectations. Wendy L. Schultz writes that 'increasingly, people's experience with individually tailored services in the private sector -the ''Amazon.com effect'' -will change their expectations of service in the public sector as well. ' 8 In today's consumer-focused environment, people expect services to be built around them and their needs, which means that UPs need to pay closer attention to what academic authors' and readers' expectations are for scholarly publishing and need to remain sensitive to their differing levels of adaptation to change.
the stakeholder lens One of the key building blocks of a sound operational strategy is the ability to understand who an organization's key stakeholders are, what their needs and expectations are, how their needs are evolving, and what the implications are for the organization.
9 Richard Brown, director of Georgetown University Press, uses stakeholder theory to discuss the future of UPs in a 2013 article. Following R. Edward Freeman's definition of a stakeholder as 'any group or individual who can affect or is affected by the achievement of the organization's objectives,'
10 he lists primary and secondary stakeholders of a UP, while criticizing this approach 'as devoid of any larger sense of community or greater good.' 11 Brown argues that 'creating value for stakeholders and managing stakeholders is necessary, yes, but it is not sufficient. . . [as a way] of justifying a UP's existence, purpose, and future.' 12 Brown suggests that the purpose of a UP is not only to create value and manage stakeholder expectations but also to serve the academy and society through entrepreneurship.
13 Contrary to Brown, I argue that stakeholder theory remains a useful lens whose purported shortcomings can be avoided by including 'the academy and society' among the stakeholders of a UP, especially as they are typically included in the mission of UPs.
Stakeholder theory has been extensively debated in literature since the publication of Freeman's Strategic Management: A Stakeholder Approach in 1984.
14 For the purpose of this paper, I have decided to use Mitchell et al.'s descriptive theory of stakeholder identification and salience based on three variables: power to influence, urgency of claim, and legitimacy of claim. 15 Mitchell et al. define stakeholder salience as 'the degree to which managers give priority to competing stakeholder claims.'
16 Stakeholders with more attributes -power (coercive, utilitarian, or normative means to influence the organization and control its resources), legitimacy (of the stakeholder's relationship with the organization), and urgency (of the stakeholder's claim in the organization, a construct that includes both time sensitivity and criticality) -are perceived to have higher salience and should be given greater priority in stakeholder management. These attributes are socially constructed and determined by managers' perceptions rather than by objective reality, and managerial perception may be at odds with how the stakeholders see themselves. In fact, they may not be aware of the attributes or choose to use them. Finally, as this framework is dynamic, it is imperative to monitor shifting degrees of salience among all stakeholder groups, as they can change over time.
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I apply the three dimensions of Mitchell et al.'s theory to identify stakeholders' investments in OA scholarly publishing and to arrive at provisional answers to the following questions: Who are the key stakeholders with stakes in the OA debate? What are their needs and expectations around the value and viability of OA? How are these attitudes changing? What are the implications for the publishing strategies of UPs? stakeholders with stakes in the oa debate To understand UP stakeholders' claims on OA, I have analysed stakeholder salience attributes in an adaptation of Brown's list of stakeholders for UPs based in the United States (see Table 1 ).
18 I acknowledge that the ascriptions I make of stakeholder salience come from my assumptions, experience, knowledge, and values, and that they reflect the context of a small and relatively young UP in Australia. The analysis is thus highly contextualized (for example, a UP's relationships to its host university's administration and to its advisory and editorial boards differ for various UPs) and subject to varying interpretation and to changes over time.
stakeholders' needs and expectations Stakeholders' power, legitimacy, and urgency of claim vary relative to OA. I focus on discussing the needs and expectations around OA of those stakeholders with a higher degree of salience, that is, with at least two of the attributes being other than 'low.' Authors, Editors, and Reviewers Academic authors, but also editors and reviewers, are undoubtedly the most important UP stakeholders, and understanding their needs is crucial to any strategy. While the primary objective of academics is to have their scholarly output disseminated and read as widely as possible, 'rather than to sell their work,'
19 career advancement is as important, if not more so, especially to researchers early in their career. In many disciplines, the ability to establish a reputation and secure a post or promotion depends on publishing in venues with recognized brands, which in the Australian context invariably means publishing overseas with UKor US-based UPs or commercial publishers.
According to Alison Shaw, director of UK-based Policy Press, authors 'want supportive peer review, respectful editing, effective marketing, and someone helpful at the end of the line.' She cites the results of a few-years-old survey, according to which the top reasons for choosing a particular publisher include Although authors' needs are changing, particularly in light of OA (such as greater interest in online functionality, ability to share on social media sites, and help with impact), the considerations listed above remain important. As authors become paying customers with the move to gold OA, understanding their needs is even more crucial. That being said, HSS authors are generally lagging behind in the adoption of the OA model, especially in monograph publishing, due to different academic norms and practices, concerns about copyright, limited funding, and the perception that 'the pay-to-publish principle compromises academic freedom by tying finance to publication.' 21 Moreover, those academics writing academic/trade crossover books are faced with the loss of potentially significant audiences, and royalties, if they remove their books from traditional distribution channels. As Eve writes, 'it is conceivable that a shift to pure open-access monographs could reduce the reach of some academic work because the public would neither find the book, nor value it outside of those socio-economic trappings' of the book trade, and he suggests that the best solution is to have a print book for sale in tandem with an OA version.
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Academic Customers/Readers High support for OA among academic readers is driven by the benefits of free and fast access to new publications. At the same time, their research and reading behaviour is also guided by the perceived quality and brand of publishers, which helps them manage information overload. A printed codex remains important for in-depth engagement with content, while digital versions are good for searching and surface skimming.
Host University Administrators
Although most UPs in Australia rely on some form of institutional funding (even if only for staff salaries and office overhead), financial sustainability is necessary in the context of reduced government funding for higher education and greater accountability.
While universities in Australia typically mandate OA access for research produced by their academics, 23 not every UP is required to follow the OA policy. Due to the increasing competition for government funding, benchmarking against world standards, and global competition for academics and students, university management seems more interested in a prestigious press that can enhance the university brand and support its strategy and less interested in requiring OA compliance. This is best illustrated by the case of Australian National University (ANU) Press.
ANU Press has represented the epitome of OA publishing in Australia, but despite the impressive download statistics, which are seen as 'a significant indicator of engagement,' the fact that the press has published almost only ANU authors has 'raised concerns that the Press may be a vanity press.' These concerns led ANU, the institution, to exclude ANU Press titles from reports of research publications to external authorities, and spurred the need for a review of ANU Press's operations and strategy.
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Host Library Administrators Academic libraries are actively promoting OA by hosting repositories for student theses, research data, and other content released in green OA, and by providing training to faculty and developing library publishing programs. These can be as ambitious as starting a library-based UP (as was the case with Sydney University Press, ANU Press, or Monash UP) or providing a cost-effective publishing service to faculty interested in publishing non-traditional research output such as data sets, digital projects, open educational resources, and student publications. Many libraries provide a platform for OA journals by hosting and supporting an instantiation of Open Journal System. University libraries are also very active in digitizing materials from their special collections and making them available in OA.
Operating as a library-based UP is complex. On the one hand, there are opportunities for collaboration and learning, especially in the area of hosting and preservation services. The library provides in-kind and information-technology support. As Courant and Jones note, 'the mission and methods of the press and the library tend to converge in the digital world. Both have always been part of a system of scholarly production whose purpose is to document and preserve forever the record of scholarly work.' 25 On the other hand, libraries and UPs operate from opposing points of view, with predominantly inward-versus outwardfacing missions, respectively. The library facilitates inward access to scholarship for staff and students of its home university and is driven by the ethos of service, while the traditional UP focuses on selectivity, prestige, and merit and aims to disseminate scholarship (produced locally and elsewhere) outward to the broader scholarly community and the general public.
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There is the expectation that a library-based UP would be OA, providing free-of-charge or at-cost services to local faculty, but this is problematic if the press wants to focus on publishing in specific disciplines and to build a reputable and distinctive brand. Disciplines can be mapped across many institutions, so developing disciplinary lists may draw a UP away from its parent institution. And institutional funding for scholars that is not portable beyond institutional walls does not benefit a UP when publishing books by scholars at other institutions.
Advisory, Editorial, and Series Boards
The attitude to OA among board members, as among authors, varies along the lines of disciplinary differences. Much like university administrators, board members are interested in building the prestige and reputation of the press.
Employees
Working for a mission-driven UP, especially based at the library, UP staff are ardent supporters of, or at least are sympathetic to, the OA movement. At the same time, they are committed to fulfilling authors' expectations and building the brand and reputation of the UP, while also ensuring that the press is financially sustainable; otherwise their jobs could be at risk.
Freelancers
Freelancers are one of the few stakeholder groups not directly affected by OA. The services of copy editors, designers, and indexers are required regardless of whether the book is published in OA or not, provided that the same editorial and production standards are upheld.
Printers and Distributors (Wholesalers, Retailers, Library Suppliers, and Libraries as Customer/Client) In contrast to freelancers, printers and distributors are threatened with disintermediation by OA. The threat of cutting out the intermediary is mitigated by the fact that many readers still like printed books for in-depth reading, and these are typically produced as print-on-demand copies and sold via the UP's website or other online retailers such as Amazon and Book Depository. The demand for printed copies may change in the future, however, as new generations of academics come through who are used to reading on screen, and as better devices appear on the market that make digital reading easier. For libraries, providing access to OA titles is less crucial as the books can be accessed for free online. As academic libraries transform their missions from 'collecting to connecting' and to publishing, and as they refocus their missions on curation and increasing the discoverability of resources, 27 they can play a role in ensuring the visibility of OA titles in their collections, provided that UPs supply good metadata.
Governments and Funding Agencies
Governments and funding agencies are committed to OA as the most cost-effective way to ensure the widest possible dissemination of publicly funded research. While most funders, apart from the Australia Research Council, have policies that exclude monograph publishing, this can change, which will have big implications for the publishing strategies of UPs.
The Academy
The attitudes to OA in the broader academy are very complex and mixed. Some learned societies are concerned about the 'removal of price and permission barriers' 28 and the impact of OA on their business models and sustainability. Despite many universities in Australia mandating OA for the output of their researchers, the compliance rate is limited due to copyright concerns, the lack of enforcement, complex submission processes, the lack of interoperability between a data collection system and the OA repository, time pressure on academics, and so on. 29 In many university departments, there are implicit (or even explicit) requirements to publish in journals with high impact factors or with particular publishers, preferably those overseas, in addition to the need for research output to be eligible for Higher Education Research Data Collection (HERDC) and ERA assessments. This means that publications need to be scholarly, original, peer-reviewed, generating new knowledge, published by a commercial publisher (which disqualifies organisations for which publishing is not the 'core business,' such as universities, societies, etc.), and released in a form that enables dissemination of knowledge.
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The number of eligible research publications is used to count toward government research grant allocation. From 2016 on, however, publications have no longer been included in the HERDC submissions, and the government has been allocating funding on the basis of research income generation and the number of graduate students completing researchbased degrees. 31 A record of publications is still collected for other internal and external research reporting schemes. With ERA focusing on benchmarking Australian research against a world standard, the issue of prestige remains salient, even though ERA does not explicitly support the use of journal rankings 32 and, presumably, informal publisher rankings.
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The removal of ANU Press titles from research reporting shows, however, that value ranking of different publishers is deeply ingrained in academic culture.
Competitors
Understanding how other UPs and commercial counterparts approach OA, and what the strengths and weaknesses of their publishing strategies are, is fundamental for evaluating an existing strategy and identifying opportunities for developing a competitive advantage.
According to Eve, 'UP objections to open access can broadly be inferred as conjoined worry about business models, concerns over unknown side effects and a lack of author demand for the mode. ' 34 Even though profit is not a priority for most UPs, they need to remain financially sustainable. Attwooll and Cond illustrate how Liverpool University Press (LUP) was transformed from a failing organization on the verge of bankruptcy into a profitable and innovative publisher. Some of the strategies implemented to revitalize the press include 'a deliberate strategy of differentiation; and active commissioning internationally within a tight editorial focus on specific subject fields,'
35 which have informed my own view on a futurefocused strategy for UPs. LUP offers gold OA models for books and chapters, and they have also established the Liverpool University Press Authors Fund to support OA publication by early-career researchers in HSS. 36 Policy Press in the UK is another successful university-based publisher with a specific disciplinary focus 37 and a hybrid OA model. As can be seen from the examples of LUP and Policy Press, and the case of ANU Press described earlier, reputation and selectivity remain critical for UPs as a way to build a brand and compete with other UPs for authors, readers, and social capital. Focusing on OA as the sole competitive advantage remains problematic, despite the potential benefits for increased visibility, citations, and impact.
Implications for the Strategies of UPs
According to Brown, focusing on 'stakeholder satisfaction is simply too reactive, too passive' of a strategy to sustain 'a UP's existence, purpose, and future.' 38 Brown's vision of UPs providing a 'service to the academy and society through entrepreneurship,' however, remains within the remit of stakeholder satisfaction according to a broader understanding of who the stakeholders are.
I argue that stakeholder satisfaction remains an important consideration for a publishing strategy. Rachel Maund, director of publishing consultancy Marketability (UK) Ltd., warns that 'in publishing we are constantly working on new formats and innovations, but our customers are living in the here and now. We need to be wary of investing in the ''next big thing'' until our audiences are there. ' 39 Although this observation was made in the context of marketing in the trade sector of publishing, it holds true for scholarly publishing. In view of key stakeholders' preferences, focus on OA needs to be balanced with a focus on building the brand and prestige of UPs.
According to Joseph Esposito, publishers' brands matter to authors and readers, despite claims to the contrary. Losing brand identification could potentially lead to the disintermediation of publishers altogether, as authors can easily self-publish. But, as Esposito says, 'the best brands attract the best authors -a virtuous circle, in which good authors strengthen brands and brands confer their aura on authors. ' 40 This is even more salient for academic authors, for whom publishing is an exercise in building a reputation, which remains tightly linked with career development. For booksellers and wholesalers, and I would add here librarians and quality assurance bodies as well, a 'publisher's brand serves as a key way to identify the best books.' 41 Even though the idea of 'prestige as a proxy measure for quality' is problematic, 42 it remains deeply ingrained in academic culture.
As can be seen from the foregoing discussion, most stakeholderseven in a very broad and inclusive understanding of the term -who are typically associated with mission-driven UPs have a vested interest in the OA debate. Most importantly, however, the needs and expectations around OA remain contradictory or even in competition among and within the stakeholder groups. The same stakeholders have different OA needs and behaviours at different times; for example, academic researchers may approach OA differently depending on whether they seek to publish a book of their own (and hope for royalties) or want quick and free access to a book to read or to use in teaching with no copyright restrictions.
UPs need to remain sensitive to the needs of individual authors, their personal views on OA, their career priorities, the disciplinary culture in which they operate, and the funding available to them. As prestige and reputation matter to authors, building the brands of UPs remains a strategic priority. The focus on brand building does not exclude publishing in an OA model, but it does require balancing the two objectives.
oa as a strategic challenge Australian UPs have adopted varying approaches to OA, from entirely OA publishers like ANU Press or University of Technology Sydney (UTS) ePress, to a hybrid publisher such as Sydney University Press with a mixture of commercial and OA business models, to primarily commercial publishers like Melbourne University Publishing, University of New South Wales (UNSW) Press, University of Queensland Press, or University of Western Australia Publishing. Commercial publishers operate predominantly in the trade sector of the publishing industry and are well known for publishing books for the general public (such as fiction, trade non-fiction, or even cookbooks), and they have yet formally to engage with OA.
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I argue that not engaging with the OA publishing model is not an option for UPs operating in the scholarly publishing market and is somewhat out of touch with the trends in scholarly communication and with the key stakeholders' needs. To address those needs, there are two main strategies available to UPs: a fully OA model or a hybrid OA model.
Fully OA Model
The fully OA model is characteristic of library-based UPs. It relies on institutional funding (also known as 'pure gold' or 'platinum' models) and operates with a blanket OA strategy. Fully OA UPs typically only publish the institution's own research output (at ANU Press, for example), though UTS ePress is open to external authors as well. Both presses rely on authors doing most of the editorial work and marketing, with ANU Press also outsourcing the peer-review and decision-making process to its many editorial boards. 44 Even though books are freely available on release, UPs are also required to sell print-on-demand copies of books, which can provide additional income. This model provides clear benefits for the institution and its authors (streamlined production service, fast and free-to-readers dissemination of research, contribution to the public good) and to society at large at relatively low cost. With a typical scholarly monograph selling between 150 and 300 copies, the dissemination statistics from OA titles are staggeringly impressive, with over 30,000 downloads per title. 45 For a mission-driven press, a fully OA model offers a much better return on investment than commercial publishing, especially as bookselling is expensive and time consuming.
The fully OA model also eliminates the financial risk to UPs, as they do not need to rely on sales revenue. Relying fully on institutional support, however, can be problematic in an era of increased financial cuts and accountability, and it does not ensure long-term sustainability or editorial independence should the institution's mission or leadership change. Such UPs may be restricted to providing a publishing service to the institution's own faculty, without a clear publishing strategy beyond OA. Publishing one's own academics exclusively carries the stigma of vanity publishing, 46 and while these UPs could potentially publish external authors, subsidizing them is not in the interest of the funding institution on a larger scale. Moreover, the no-frills publishing approach has been criticized in the media. 47 With authors required to do most of the editorial and marketing work, this criticism may be warranted, even though academic monographs arguably need less editorial input than books aimed at general audiences. In the rush for cheap and fast dissemination of scholarly work, such an approach may be devaluing publishing expertise and effectively contributing to the disintermediation of publishers.
Apart from institutional subsidy, the fully OA model can also be funded entirely by book processing charges. The author-pay model (also known as gold OA) can be expensive to authors, but by providing 'camera-ready' manuscripts, the costs can be reduced. This is the approach used by Ubiquity Press, an independent, fully OA publisher in the UK. 48 While this model allows for publishing of books by authors from any institution, 'paying to publish' can be seen as vanity publishing. Nevertheless, it is a cost-effective and transparent model of OA publishing, it focuses on maximum dissemination, with authors having the ability to choose what level of editorial support they require and can afford to pay, and it provides a guaranteed revenue stream to the publisher.
Some fully OA publishers use a 'freemium' model (for example, the Open Book Publisher), in which an HTML format is available for free to read, while other digital and print formats are available for sale on commercial distribution platforms. 49 Finally, regardless of the funding model, the fully OA model excludes authors who, for various reasons, are not interested in releasing their content in OA.
Hybrid OA Model
The hybrid OA publishing model has been adopted by many commercial publishers such as Palgrave and Brill, and UK-based UPs (Liverpool and Manchester, for example) that operate as traditional presses but with an option to publish in OA should the author be interested or required to do so. The flexible approach to OA means that the publishing strategy of the UP is driven primarily by editorial considerations, with the decision to publish in OA relegated to a secondary place. The commercial publication of books in combination with various OA business models and, for many UPs, an institutional subsidy allow these UPs to rely on diverse revenue streams from both producers and consumers of content. This allows UPs to experiment with different pricing and distribution models. Participating in traditional distribution models not only offers financial benefits but also ensures the dissemination of monographs online and in physical bookstores, an important place for the discovery of books by a browsing public.
Apart from the gold OA model supported by book processing charges, hybrid OA models can involve an embargo (typically between twelve and twenty-four months) after which the book is released in OA, with or without additional funding -releasing fully in OA; releasing individual chapters in gold OA; having an OA imprint; supporting a green OA model, where the author archives a pre-print version of the manuscript in an institutional repository; or using third-party funding via participation in a library consortium model (such as Knowledge Unlatched) 50 or crowd-funding (Unglue.it).
51 Relying on one of the OA funding models reduces or eliminates the financial risk to UPs on a per-title basis.
One of the challenges of the hybrid OA model is the need to customize author contracts and manage copyrights differently for different books.
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There is also the need to balance a portfolio of multiple business models and to adjust the mix in response to changing market conditions; however, as the Association of American University Presses Task Force on Economic Models for Scholarly Publishing points out, 'university presses and other nonprofit scholarly publishers have long managed a balancing act between mission and business necessity, managing multiple product lines with varying markets (trade books, scholarly monographs, textbooks, journals).'
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Relying on diversified revenue streams means that a UP is not restricted to publishing works from host university academics and is more likely to retain editorial independence in its publishing strategy. Overall, the greater financial risk involved in operating predominantly in a commercial setting requires UPs to be more selective and strategic in book acquisitions, as their reputations and points of difference rely on the strengths of their publishing lists rather than on being OA publishers operating as a service. Even though it would be presumptuous and incorrect to say that all commercially published books are of higher quality (requiring authors to provide indexes or even camera-ready manuscripts also happens in commercial publishing), the publishers do carry a financial risk and are more likely to ensure high-quality editorial work and marketing efforts to secure a return on investment, with OA books on their list benefitting from the same production and distribution processes.
The hybrid OA model is undoubtedly a more conservative approach to scholarly communication in the eyes of OA advocates, but for a relatively new UP, tasked with the need to build a brand and establish a reputation, this is a more strategic approach. Investing in high-quality editorial processes and marketing activities, a distinctive publishing program, proactive and international commissioning, and efficient production workflows is more likely to result in greater value for the UP's authors and the host university. While benefitting from traditional publishing and distribution processes, this model also allows for a gradual incorporation of OA publishing models.
Future Options
While I believe that the OA model of scholarly publishing is here to stay, when and whether OA mandates will consistently apply to all scholarly monographs remains to be seen. Regardless of what might happen in the future, UPs with a hybrid OA publishing model are in a good position to adapt their operating models in response to changes in the external environment or internal changes within their institutions.
If OA publishing remains optional for monographs, UPs with a hybrid approach to OA will be able to accommodate OA in response to authors' needs, disciplinary preferences, and available funding. Balancing commercial and OA business models will be key to ensuring economic sustainability. If and when OA mandates for monograph publishing become the norm, UPs with a hybrid OA strategy will be ready to switch and comply with requirements. With the shift to gold OA, the role of publisher as service provider will be accentuated. UPs will benefit from being known for rigorous peer review and high-quality editorial and production processes, along with having a distinct brand. In the case of a shift to an institutionally funded OA model, a UP may be required to align its publishing strategy closely with the strengths of the host university and to focus on publishing local faculty. Finally, if OA mandates continue to exclude monographs in the future, UPs with a hybrid approach to OA will be able to transition to a fully commercial model. conclusions According to Ernst & Young, 'to succeed, universities will need to forge new business models that are dynamic, modern and fit for the decades ahead.' 54 Similarly, UPs need to assess the viability of their current business models and publishing strategies and, in Ernst & Young's phrase, 'develop a vision of what a future model might look like.'
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While a fully OA model of publishing is closely aligned with the mission of UPs to disseminate the outcomes of publicly funded research, a preliminary exploration of stakeholders' expectations shows their complex and conflicted relationships to OA and a bevy of other concerns that need to be taken into account in strategic thinking, decision making, and planning. I argue that a hybrid approach to OA is at present the best strategy to balance the need to build a brand while ensuring the editorial independence and sustainability of a new UP. At the same time, as Alison Shaw of Policy Press writes, UPs need to focus on 'quality of content, product, service, relationships.' 56 The publishing strategies of UPs need to be underpinned by rigorous peer review, high-quality editing and production, operational efficiency, and effective marketing.
Similarly, Andrew Cond postulates that the new university presses must value traditional editorial nous alongside Open Access and a culture of innovation. . . . A tight focus will bring profile and quality to the list, will keep costs down in what will surely be subsidised entities for the foreseeable future, and will enable the new presses to spend coherently and strategically in marketing. Alignment with a strength of the wider institution will only enhance their role.
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A focused and distinctive publishing strategy needs to rest on the bedrock of a sustainable and transparent business model that ensures diversified revenue streams. It must go beyond cost recovery to build capabilities that support new forms of scholarly communication as well as technological development and innovation in the area of operations. It is worth keeping in mind that having a publishing program that is simultaneously cheap, fast, and high quality is logistically impossible. With various stakeholders focusing on prestige and selectivity, the OA mantra of 'cheap, fast, and good enough' is not sufficient if the objective of a new UP is to build a reputation. It may work more easily for journal publishing in science, technology, and medicine, where focus on speed is of greatest importance, but in the case of monograph publishing, the maintenance of high-quality editing, production, and marketing remains a priority.
UPs must monitor the external environment continually as a means of future-proofing their strategies. To build their brands and fulfill the mission of serving the academy and society, they need to remain attuned to trends in government policy and funding requirements, especially with regard to OA developments worldwide, as well as other key trends, drivers, and emerging issues that are changing the higher education sector and beyond. Finally, a comprehensive investigation into UP stakeholder needs and expectations is required to understand fully the implications of OA for the publishing strategy of UPs.
